	ALCOHOL MISUSE – MANAGEMENT GUIDELINES




1.
Introduction

The use of alcohol whether or not a state of dependence has been reached, affects the mental and physical functions of an individual, in particular co-ordination, speed of reaction and emotional behaviour. The inappropriate use of alcohol can lead to problems in the workplace. Alcohol misuse can be controlled by the individual and can often be alleviated by anti-addiction programmes.

The misuse of alcohol might affect;

· an employee’s job performance, level of attendance or normal social adjustment at work.

· the health and safety of the school’s staff, pupils and others.

· the school’s image to parents and the public in general.

These guidelines set out management action that should be taken where misuse of alcohol is suspected or known. However the action specified is likely to be appropriate if another form of substance misuse is suspected or known e.g. drugs or solvents. Management action needs to be carefully thought out before approaching an individual. Managers are encouraged to seek advice from HR/Pay.

2.
Aims

These guidelines aim to;

· assist managers to identify staff with an alcohol problem and deal with any problem in a professional manner.

· assist any employee to overcome an alcohol problem if the employee so wishes.

· assist any employee whose performance is affected by an alcohol problem to restore performance to an acceptable level within a reasonable time scale.

· increase staff awareness of problems that can be associated with alcohol.

3.
Role of Line Manager

The line manager’s role involves both responsibility for effective performance and concern for the safety and welfare of staff. Through routine monitoring of employee performance and behaviour a line manager should be able to identify emerging problems and take appropriate action, for example to;

· communicate shortfalls in performance or behaviour to the employee, discuss problems, and specify required standards.

· Offer assistance/counselling, which may be arranged through the  Occupational Health Unit.

· deal with incidents amounting to incapability or misconduct under the appropriate procedure.

· where appropriate terminate the employment of an employee who consistently fails to reach acceptable standards of performance within a reasonable timescale.

The line manager should also endeavour to increase general employee awareness of the problems related to alcohol misuse.

4.
Role of HR Adviser 

Line managers should discuss any case with HR/Pay at an early stage to explore what support is available and any action that needs to be taken.

5.
Role of Occupational Health Unit

The employee should be made aware of the help and advice available from the Occupational Health Unit (OHU). The unit is available to provide confidential advice to employees who may seek their assistance independently including those who only think they may have a problem.

The manager will endeavour to assist an employee with an alcohol problem at any stage with a referral to the OHU for assessment of the problem. The OHU will carry out assessments, sign-post the employee for appropriate additional services (i.e. counselling) and/or inform the employee’s GP (with the employee’s consent) in order to refer the employee for treatment for further targeted support and monitoring, e.g AA. This would be done on the clear understanding that the employee wishes to have help. The OHU is available to support and advise managers dealing with an employee with a suspected alcohol problem.

6.
Identifying staff with an alcohol problem

In the first instance an alcohol problem is most likely to be identified by an employee’s line manager. Awareness of the problem may become apparent through;

· review of performance against set targets and objectives.

· specific incidents.

· day to day observation of behaviour at work and interaction with colleagues.

· poor attendance/sickness records.

The specific signs which may alert a manager to an alcohol problem are set out below.

When an employee with a suspected alcohol problem has been identified a manager should;

· review all circumstances relating to job performance.

· collect information on quality and quantity of work.

· review attendance and punctuality.

· note attitude towards supervisors and colleagues.

These measures should be taken before the manager approaches an employee about the problem, as it is essential that such an approach is supported by evidence of general performance or specific incidents. Such indicators of poor performance or changed behaviour can also be useful in helping an employee to accept that they have a problem.

7.
The Procedure

Initial approach to the employee

An initial informal meeting should be held with the employee to discuss details relating to unsatisfactory performance and the signs/behaviour which have been observed. A manager must ensure that the employee is clear about what is expected by restating the standards of performance and conduct required. The employee should be given the opportunity to provide an explanation, and a cause of the problem should be established although staff with an alcohol problem will often try to conceal this. It should also be made clear that assistance should be sought and is available through the OHU, on a confidential basis.

It is important that the employee is made aware that although this initial meeting is not a formal or informal warning they will be required to restore their performance to an acceptable standard. Agreement should be reached about what follow-up action is necessary, and a review date set. A brief summary of the meeting should be made, and a record of the meeting should be signed as agreed by both parties and kept by the manager and the employee for future reference.

In some cases a manager may suspect an alcohol problem even though work performance is not directly affected. It may still be appropriate to approach the employee to discuss the situation informally out of concern for the welfare of the employee. The manager should also consider the potential risk involved if a problem were to arise, as a meeting at this stage may act as a preventative measure. Examples of this may include driving or working with dangerous machinery. No further action need be taken unless job performance or behaviour is affected or assistance is requested by the employee.

Review of performance

If the employee has reached the required standard of performance by the agreed review date no further direct action is needed, although the situation should be kept under review. Any records should be removed from file after one year, if no further action is taken.

If an employee fails to improve performance sufficiently the manager will need to consider whether disciplinary action is appropriate (see Model Disciplinary Procedure – link below): 

http://intranet.southampton.gov.uk/Images/Appendix%201%20Disciplinary%20Procedure_tcm59-287580.pdf
If such contact has not already been made, HR/Pay should be consulted at this point. The individual may wish to call a trade union representative at this stage of the procedure.

Where disciplinary action is not thought necessary a manager should consider;

· extending the review date.

· obtaining advice from OHU.

· temporary transfer to other work (only if the duties of the employee’s post mean that the safety of others is put at risk).

Refusal to undergo treatment

When an employee with a suspected alcohol problem refuses to accept specialist help a manager should follow the procedures set out in this document. It is essential that the employee is made aware of the possibility of disciplinary action, possibly resulting in dismissal, if performance does not improve.

Pay while undergoing treatment

Where treatment is necessary the employee is entitled to normal sickness payments provided for under national agreements. If an employee is still attending work, the manager should also consider giving compassionate or special leave to enable an employee to attend counselling sessions during work hours (where this is necessary).

Return to work following treatment

Upon successful completion of treatment an employee should, wherever possible, return to his/her normal job. The manager should monitor performance as normal, and may make progress reports available to OHU, to allow them to advise on progress or further action as necessary.

Employees incapable of continuing in present post

When an employee is no longer capable of continuing in their normal job, for example due to sustained severe health disabilities, advice from the OHU should be sought regarding retirement on the grounds of ill health.

Relapse following treatment

If relapse occurs at any stage the employee must be counselled at the earliest possible point by a manager who should also seek advice from HR/Pay.

8.
Other considerations 

Certain aspects of drug misuse need separate consideration from alcohol problems due to the implications of the Misuse of Drugs Regulations 2001. This act creates offences in respect of unlawful manufacture, supply and possession of drugs.

In addition to the above, the Misuse of Drugs Regulations has the following implications for Southampton City Council and governing bodies;

· An employer could be liable if illegal drugs are knowingly being used on the premises or if safety of working systems is put into jeopardy.

· An employee found to be involved in or convicted of the unlawful manufacture and supply of drugs may be liable to summary dismissal.

· If an employee is convicted of unlawful possession of drugs a manager should take into account the following factors when considering which stage of the disciplinary procedure is appropriate;

-  
if the offence took place on or off duty.
- 
whether a safety risk was involved.
-
impact of the offence on the job.
-
illegality of the employee’s action.
-
contact with children/other vulnerable persons.
In deciding what action is appropriate a line manager should seek further advice from HR/Pay.

9.
Recognition of staff with an alcohol (or drug) problem

NB: It should be remembered that there may be other causes, unrelated to alcohol or drugs, for any of these factors.

Observation of some or all of the following signs in an employee may indicate an alcohol or drug problem;

· smelling of alcohol

· hand tremors

· signs of a hangover e.g. bleary eyed

· less neat appearance

· slurred speech

· unpredictable mood swings

· unusual irritability or aggression

· a tendency to become confused

· abnormal fluctuations in concentration and energy

· impaired job performance

· poor time-keeping

· increased short-term absence

· a deterioration in relationships with colleagues or management

· dishonesty and theft (arising from the need to maintain an expensive habit)

· Sleeping at work

· Long lunch breaks

· Leaving work early

· History of alcohol/drug related accidents e.g. Drink Driving.
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